Installing a picture archiving and communication system (PACS) is a massive undertaking for any radiology department. Facilities making a successful transition to digital systems are finding that a PACS manager helps guide the way and offers a heightened return on the investment. The PACS manager fills a pivotal role in a multiyear, phased PACS installation. PACS managers navigate a facility through the complex sea of issues surrounding a PACS installation by coordinating the efforts of the vendor, radiology staff, hospital administration, and the information technology group. They are involved in the process from the purchase decision through the design and implementation phases. They can help administrators justify a PACS, purchase and shape the request for proposal (RFP) process before a vendor is even chosen. Once a supplier has been selected, the PACS manager works closely with the vendor and facility staff to determine the best equipment configuration for his or her facUity, and makes certain that all deadlines are met during the planning and installation phase. The PACS manager also ensures that the infrastructure and backbone of the facility are ready for installation of the equipment. PACS managers also help the radiology staff gain acceptance of the technology by serving as teachers, troubleshooters, and the primary point-ofcontact for all PACS issues. This session will demonstrate the value of a PACS manager, as well as point out ways to determine the manager's responsibilities. By the end of the session, participants wUl be able to describe the role of a PACS manager as it relates to departmental operation and in partnership with equipment vendors, justify a full-time position for a PACS manager, and identify the qualifications of candidates for the position of PACS manager. Copyright 9 1999 by W.B. Saunders Company M ANAGING A LARGE-SCALE picture archiving and communication system (PACS) implementation is a complex, multifaceted project. PACS must be viewed as a hospital system, requiring a cooperative effort between radiology, information technology, care providers, hospital administration, and the PACS vendor. A skilled PACS manager is the single most important element in accomplishing a successful digital imaging and integrated management solution, coordinating the technical and clinical aspects of the whole PACS process, developing a detailed system planning and installation design, and working to find solutions, improve work flow, and market PACS within the facility.
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PLANNING
Adequate needs assessment, encompassing analysis of clinical and enterprise-wide requirements, is Beird a critical first step in a successful project design. This design serves asa springboard in preparing your facility's request for proposal (RFP). The RFP must clearly define the scope of your PACS acquisition, performance, and interface specifications--both to the imaging modality and to the hospital and radiology information system (HIS/RIS), network requirements, and overall expectations. The resulting vendor selection and contract award is the basis for a solid, well-functioning PACS.
DESIG N/INSTALLATION/IMPLEME NTATION
Installation begins with the PACS network infrastructure. Newer technologies, such as spiral computed tomography, create large image files, which can have a significant impact on both network performance and archiving requirements. Design your network with future growth and demand in mind.
A phased installation and implementation allows the PACS manager to focus on specific elements associated with the installation. These elements include optimizing the PACS configuration, validation of imaging modalities, HIS/RIS-PACS interface, modality worklist installation/implementation, establishing a departmental workflow design, and training of the clinical and support staff.
CONCLUSION
Changes in the healthcare marketplace have driven the nced to improve patient care and operational efficiency, and to reduce costs. When implemented properly, PACS offers the benefits of increased productivity and optimized patient care within the radiology department and throughout the entire care-delivery system. Managing a PACS is an ongoing process, requiring constant monitoring and development. It is the responsibility of the PACS manager to oversee all aspects of a PACS operation, acting asa central point of contact with the commercial vendor partner, continuously striving for improved productivity and system performance.
